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MAINTENANCE  OF  THE  BOSTON  PUBLIC  SCHOOLS 


Introduct  ion 


The  purpose  of  this  report  is  twofold;  to  review  the  actions  taken  by 
the  School  Department  in  addressing  problems  with  the  delivery  of  custodial 
services  identified  by  the  Finance  Commission  and  to  look  at  the  current  and 
future  school  maintenance  plan. 

The  Finance  Commission  issued  a  report  on  the  delivery  of  custodial 
services  by  the  Boston  School  Department  in  August,  1986.   The  report  documented 
the  fact  that  many  managers  and  custodians  did  not  perform  the  duties  for  which 
they  were  responsible  and  were  often  times  not  working  during  their  assigned 
work  shifts. "►  The  result  was  that  many  schools  were  not  kept  clean.   Although 
that  report  did  not  address  maintenance,  the  Commission  became  aware,  during  its 
investigation,  that  the  School  Department  did  not  have  a  comprehensive 
maintenance  plan  for  its  schools. 

The  Commission  has  reviewed  the  actions  taken  by  Superintendent  Laval 
Wilson  to  address  the  problems  reported  on  by  the  Finance  Commission.    We  have 
reviewed  the  implementation  of  recommendations  made  by  both  the  Commission  and 
Deputy  Superintendent  Joseph  McDonough  in  response  to  the  Commission's  report. 
We  visited  schools  to  view  conditions.   We  observed  custodians  to  determine 
whether  they  were  in  the  schools  and  working.    The  Commission  evaluated  the 
present  maintenance  situation  both  from  a  management  and  financial  perspective. 
We  also  looked  at  the  maintenance  needs  of  the  Department,  particularly  in  light 
of  the  fact  that  the  Boston  Education  Plan  addresses  maintenance  and  states  that 
substantially  more  money  is  needed  to  adequately  maintain  the  city's  schools. 
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FINDINGS 


1.  Superintendent  Wilson  has  failed  to  implement  many  of  the 
recommendations  of  the  1986  Finance  Commission  report  and  the  McDonough  Report 
which  was  the  Department's  response  thereto; 

2.  Not  all  custodians  work  their  assigned  shifts,  despite  being  paid  and 
supposedly  being  held  accountable  for  their  time; 

3.  School  custodians  were  granted  salary  increases  which  were  well  above 
those  granted  other  municipal  employees  despite  continued  problems  of 
productivity  and  accountability; 

4.  The  School  Department  has  no  effective  plan  to  determine  how  its 
limited  budget  for  alterations  and  repairs  will  be  spent; 

5.  Maintenance  needs  have  not  been  prioritized  on  a  city-wide  basis  or 
at  individual  schools; 

6.  The  bulk  of  the  present  maintenance  budget  of  $8  million  is  spent  on 
fixed  costs  and  annual  contracts  with  only  approximately  $3  million  available  to 
provide  for  maintenance  needs; 

7.  Although  Superintendent  Wilson  has  called  for  a  drastic  increase  in 
the  maintenance  budget  he  has  failed  to  offer  a  plan  for  its  expenditure; 

8.  The  Boston  Education  Plan,  as  it  relates  to  facilities,  is  vague. 
It  does  not  include  specific  information  and  fails  to  address  the  need  to 
reorganize  the  Department  of  Planning  and  Engineering; 

9.  Although  the  City  of  Boston  Capital  Plan  funds  many  necessary 
improvements  to  school  buildings,  it  is  not  accompanied  by  a  maintenance  plan 
which  will  protect  such  a  substantial  investment. 

Delivery  of  Custodial  Services 


The  August ,  1986  Finance  Commission  report  documented  serious  management 
deficiencies  with  the  delivery  of  custodial  services  as  well  as  identifying 
management  people  and  custodians  who  did  not  perform  their  jobs.   The  findings 
and  recommendations  of  the  Commission  and  an  update  on  implementation  is  as 
follows: 

1.  The  director  of  facilities  management  should  be  replaced,  a  new 
qualified  director  should  be  hired  reporting  directly  to  the  Superintendent. 
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The  director  was  replaced  but  kept  on  the  facilities  department  payroll  in  a 
planning  position.    The  new  director,  Mr.  William  McAfee,  is  well  qualified  but 
does  not  report  directly  to  Superintendent  Wilson; 

2.  The  five  night  area  managers  should  be  dismissed.   All  five  were 
replaced  but  not  dismissed.   Two  of  them  retired  and  three  are  in  other 
posit  ions ; 

3.  Custodians  should  be  docked  for  4,644  hours  for  which  they  were  paid 
but  did  not  work.   That  did  not  happen,  not  one  custodian  was  even  disciplined; 

4.  Work  rules,  reporting  responsibilities,  performance  requirements  and 
basic  time  and  attendance  policies  must  be  adopted.   The  payroll  system  must  be 
modernized.   There  are  no  performance  standards,  although  it  is  something  that 
Mr.  McAfee  is  working  on  at  present.   Work  rules  are  lacking  but  the  reporting 
responsibility  is  improved  in  some  schools  with  the  custodians  reporting  to  the 
principals.   The  payroll  system  has  not  been  improved; 

5 .  On  a  trial  basis  bids  be  sought  for  a  private  company  to  clean  26 
Court  St . ,  one  elementary  school,  one  middle  school  and  one  high  school.   The 
recommendation  to  try  private  cleaning  services  on  a  bid  basis  at  some  schools 
was  not  followed; 

6 .  Changes  must  be  made  in  the  custodians  contract  to  reinstate  some 
management  rights.   The  recommendations  of  incorporating  management  rights  in 
the  union  contract  was  only  partially  followed.   There  are  more  realistic  limits 
on  temporary  transfers.   The  principals  or  headmaster  are  now  in  charge  of  the 
custodial  staff; 

7 .  Headmasters  and  principals  should  be  in  control  of  the  schools.   The 
custodians  now  report  to  the  principals  and  the  senior  custodians  will  be 
evaluated  by  the  principals  beginning  in  September,  1988.   The  reporting 
relationship,  however,  varies  considerably  from  one  school  to  another  which 
minimizes  the  intended  impact  of  this  change; 
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8.  The  rating  system  of  the  schools,  which  dictates  custodial  salaries, 
must  be  reviewed.   Schools  were  regraded  but  the  changes  only  served  to  increase 
the  pay  of  custodians  under  a  new  contract. 

The  result  of  not  fully  implementing  the  recommendations  of  the  Finance 
Commission  or  even  the  internal  recommendations  of  the  School  Department 
formulated  in  response  to  the  Commission's  report  is  that  school  cleanliness 
remains  a  problem. 

The  Commission's  staff  visited  twelve  schools  in  order  to  update  its 
earlier  report.   The  staff  revisited  two  schools  where  there  had  been  problems 
with  custodians  working  their  assigned  shifts.   The  twelve  schools  were: 


Condon  School 

Barnes  Middle  School 

Mattahunt 

Brighton  High  School 

Blackstone 

Garfield 


Charlestown  High 
Jamaica  Plain  High  School 
West  Roxbury  High  School 
Tobin  School 
Madison  Park  High 
Washington  Irving 


The  two  schools  at  which  the  performance  of  the  custodial  staff  was 
observed  were  Jamaica  Plain  High  School  and  Charlestown  High  School. 

The  level  of  cleanliness  varied  considerably  at  the  schools  (see 
appendix  A).   The  two  evening  custodial  staffs  that  were  observed  exhibited 
similar  working  habits  to  those  the  Commission  noted  in  its  1986  report  (see 
appendix  B).   The  work  habits  of  too  many  school  custodians  are  unchanged  based 
upon  our  observations.    The  management  of  the  department  is  such  that  there  is 
never  any  certainty  that  people  are  on  the  job,  especially  on  the  second  shift. 

Not  only  did  the  School  Administration  fail  to  remedy  many  of  the 
problems  noted  in  the  Commission's  1986  report,  it  agreed  to  substantially 
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increase  the  pay  of  custodians.   The  recently  approved  three  year  contract 
provides  for  the  following  pay  increases  in  the  first  year  alone: 

2  custodians  received  5.5%  pay  increases 
281  custodians  received  9.6%  pay  increases 
4  custodians  received  11.1%  pay  increases 
61  custodians  received  11.2%  pay  increases 
71  custodians  received  14.7%  pay  increases 
57  custodians  received  17%  pay  increases 

3  custodians  received  19.4%  pay  increases 


In  addition  to  these  straight  pay  adjustments  there  were  several  other 

additional  benefits  given  to  the  custodians.   A  sixth  week  of  vacation  was  added 

after  19  years  of  service.   Custodians  received  4  personal  days  whereas  they  had 

none  previously.   Longevity  benefits  were  adjusted  upwards  as  follows: 

Old  Contract: 

After  9  years $325 

After  19  years 875 

After  29  years 1,375 

New  Contract: 

After  9  years $500 

After    14  years 800 

After    19   years 1,300 

After    29   years 1,800 

After  39  years 2,300 

The  School  Department  did  negotiate  the  return  of  some  management 
rights.   Custodians  now  report  directly  to  the  principal  or  headmaster. 
Custodians  are  also  evaluated  by  the  principal  or  headmaster.   There  were  some 
limits  placed  on  temporary  transfers.   A  nondiscrimination  clause  was  added  as 
were  some  training  provisions.   Nevertheless,  in  light  of  the  findings  of  the 
Finance  Commission  that  documented  a  substantial  lack  of  performance  on  the  part 
of  the  custodians,  the  School  Department  cannot  justify  the  monetary  increase 
granted  to  custodians. 
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Maintenance  of  the  Schools 

There  are  two  principal  considerations  when  reviewing  the  maintenance 
needs  of  the  city's  public  schools.   First  does  the  School  Department  allocate  a 
sufficient  amount  of  money  to  maintain  the  school  buildings  and  secondly,  does 
the  Department  effectively  manage  funds  that  are  appropriated? 

Funding  has  been  a  serious  problem  for  a  number  of  years.   However,  the 
budget  process  has  no  relationship  to  departmental  needs.   For  example,  the 
department  requested  a  budget  of  $14,941,250  in  fiscal  year  1986  and  received 
$6,000,000.   The  fiscal  year  1987  request  was  $14,520,335  and  the  budget  was  set 
at  $8,000,000,  the  first  major  increase  in  several  years.   The  fiscal  year  1988 
request  was  in  an  amount  of  $14,983,812  and  the  budget  was  again  set  at 
$8,000,000.    The  budget  for  the  fiscal  year  1989  is  expected  to  be  $9.6 
mill  ion. 

An  analysis  of  the  fiscal  year  1988  departmental  budget  indicates  that 
the  $8  million  budget  had  limited  flexibility  inasmuch  as  the  bulk  of  the  budget 
was  for  fixed  costs. 
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Summary  of  Fiscal  Year  1988  Budget  for 
the  Department  of  Planning  and  Engineering 


Salaries  $1 ,446,812 

Office  supplies 5,000 

Water  and  Sewer  Assessments 40,000 

Mileage,  gasoline 54,000 

Equipment  purchase 250,000 

Health  Insurance 60,000 

Workers  Compensation 15,000 

Pensions 195,000 

Trucking 50,000 

Insurance-boilers  60,000 

Printing,  advertising 45  ,000 

sub  total    $27220,812 

Annual  needs  contracts  3,000,000 

Repairs  and  maintenance  of 
equipment,  grounds  and  buildings, 
vandalism  to  equipment,  grounds 

and  buildings 2,544,465 

Total    $7,765,277 


The  ability  of  the  Department  to  perform  routine  maintenance  is  limited 
due  to  the  fact  that  much  of  the  budget  is  allocated  for  fixed  costs 
($2,180,812).   The  department  also  has  many  annual  maintenance  contracts, 
including  those  for  various  mechanical  equipment  that  accounts  for  about  $3 
million.    These  are  built  in  costs  for  such  things  as  HVAC  maintenance 
contracts,  energy  programs  and  plumbing  and  electrical  maintenance. 
Furthermore,  there  are  a  variety  of  emergency  situations  that  arise  each  year. 
There  are  also,  according  to  departmental  records,  numerous  executive  level 
decisions  that  expend  up  to  $1  million  annually  for  work  not  anticipated. 

Although  there  is  a  large  discrepancy  between  what  the  Department 
believes  necessary  to  maintain  the  schools  and  what  is  appropriated,  it  is 
impossible  to  identify  real  maintenance  needs,  what  will  be  funded  and  what  will 
not  and  what  will  be  done  and  what  will  not  be  done  with  appropriated  funds. 
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Requested  funds  are  not  accompanied  by  any  detailed  analysis  or  data  identifying 
how  the  money  will  be  expended.   Similarly,  the  budget  which  is  ultimately 
approved  by  the  School  Committee  does  not  identify  what  maintenance  items  are 
being  funded.   The  fact  is  that  the  maintenance  needs  of  the  schools  have  not 
been  specifically  identified,  have  not  had  a  price  tag  affixed  to  each  one  and 
have  not  been  prioritized. 

Although  the  maintenance  budget  is  largely  fixed,  that  portion  that  is 
not  specifically  allocated  has  not  been  well  managed.   There  is  no  effort  to 
prioritize  work  on  a  city-wide  basis  or  even  at  individual  schools.   The 
Department  has  not  established  a  priority  list.   The  money  is  currently  spent 
under  a  somewhat  archaic  system  generated  through  what  is  known  as  a  Form  20. 
These  are  work  orders  filled  out  at  the  schools  and  submitted  to  26  Court 
Street.   No  one  prioritizes  work  at  the  school  level  or  at  Court  St.  and  a 
review  of  the  work  forms,  both  those  completed  and  incomplete,  reinforces  that 
point . 

The  Blackstone  School  was  an  example.   Among  work  order  items  completed 
at  the  time  of  our  review  this  year  were:  ceiling  painting,  repair  of  milk 
cooler,  repair  paint,  hardware,  unclog  shower  room  drain,  fix  outside  light. 
Items  incomplete  included  a  new  220  outlet  for  a  copy  machine,  fix  a  roof  leak, 
add  partitions  to  create  an  improved  classroom  setting.   There  is  no  discernable 
difference  in  these  items  in  terms  of  priorities. 

Efforts  are  being  made  to  prioritize  alteration  and  repair  work. 
Director  William  McAfee  issued  a  directive  in  January  1988  which  began  to 
establish  a  procedure  which  will  prioritize  all  needs.   Unfortunately,  it  was 
not  in  effect  for  the  budget  process  which  will  dictate  the  fiscal  year  1989 
school  budget  and  thus  will  not  be  effective  until  fiscal  year  1990  at  the 
earliest. 


Boston  Education  Plan 

Superintendent  Wilson  included  three  main  points  in  the  Facilities 
Section  of  the  Boston  Education  Plan.   The  first  was  to  increase  by  $48  million 
the  amount  the  city  is  spending  under  its  capital  plan  to  upgrade  the  city's 
schools.   The  second  was  to  provide  for  an  annual  maintenance  budget  of  between 
$16-21  million.   The  third  was  to  do  some  long  range  planning  to  determine  the 
space  needs  of  the  Boston  schools. 

The  second  item,  the  maintenance  budget,  is  one  which  must  be 
effectively  addressed.   Although  it  is  apparent  that  more  money  must  be  spent  on 
school  maintenance,  it  is  less  clear  how  much  money  is  warranted  and  for  what 
purpose.   The  $16-21  million  range  is  too  vague.   The  Superintendent  bases  this 
amount,  on  industry  standards  which  are  between  $1,50  and  $2.00  per  square  foot. 
However,  the  numbers  in  the  plan  should  be  documented  in  terms  of  the  dollars 
and  the  specific  maintenance  needs.   Currently,  the  School  Department  cannot 
provide  a  comprehensive  list  of  prioritized  maintenance  needs.   What  is 
considered  a  need  in  one  school  is  oftentime  a  low  priority  at  another. 

For  example,  at  the  Mattahunt  School  the  building  is  generally  in  good 
condition  although  there  is  a  need  for  some  maintenance.   The  community  school 
side  of  the  building  is  in  need  of  cleaning  and  the  gym  was  missing  some 
backboard  fixtures.   The  classrooms,  corridors  and  library  were  well  kept  and 
provided  a  pleasant  environment.   At  the  Washington  Irving  School  graffitti  was 
a  problem,  classrooms  were  not  clean,  the  window  shades  were  mostly  broken  and 
door  mats  were  needed  at  the  entrances.   None  of  the  clocks  in  the  building  were 
operable.   Work  considered  to  be  a  priority  at  the  Mattahunt  would  not  be  a 
priority  at  the  Washington  Irving  School. 

The  Department  is  in  need  of  having  standards  of  cleanliness  and 
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maintenance  established.   Mr.  McAfee  is  aware  of  this  and  is  working  on  it. 
Yet  until  considerably  more  work  is  done  in  this  area,  the  requests  of 
Superintendent  Wilson  for  more  money  cannot  be  properly  evaluated. 

The  plan  also  fails  to  address  the  need  to  reorganize  the  Department  of 
Planning  and  Engineering  which  is  responsible  for  implementing  the  maintenance 
plan.   The  Department  does  not  perform  maintenance  work.   Essentially  all  work 
is  done  through  outside  contract.   The  workforce,  overall,  does  not  possess  the 
capabilities  to  fulfill  the  maintenance  needs  of  the  department  and  the  job 
functions  and  job  titles  have  not  been  reorganized  for  years.   The  organization 
does  not  meet  the  needs  of  the  school  system.   The  new  Director  needs  the 
ability  to  develop  a  management  structure  which  can  effectively  manage  the 
department . 

The  Boston  Education  Plan  stresses  the  fact  that  the  McDonough  Report 
should  be  implemented.  It  points  out  that  the  Administration  and  the  School 
Committee  must  recognize  the  inherent  difficulties  of  implementing  some  of  the 
recommendations  and  be  prepared  to  face  the  political  obstacles.  Custodians 
were  off  the  job  a  minimum  of  4,644  hours  or  more  than  650  work  days  without 
being  disciplined.  They  recently  received  sizeable  pay  increases.  Based  on 
that  and  the  fact  that  too  many  buildings  are  not  kept  clean,  the  Finance 
Commission  is  concerned  that  political  obstacles  are  not  being  overcome. 

Capital  Plan 

The  city  administration  has  committed  itself  to  an  ambitious  capital 
spending  plan,  a  large  portion  of  which  is  devoted  to  school  improvements.   It 
seems  to  the  Commission  that  such  a  financial  commitment  on  the  part  of  the  city 
must  be  accompanied  by  a  similar  commitment  to  provide  a  maintenance 
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program  which  will  be  sufficient  to  protect  that  investment.   Presently,  that  is 
not  the  case. 

Conclusions 

The  Finance  Commission  has  a  continuing  interest  in  the  condition  of 
schools  in  the  City  of  Boston.   The  intent  of  this  report  was  to  determine  what 
had  been  done  to  improve  conditions  since  the  issuance  of  our  1986  report.   We 
are  disappointed  with  what  has  occurred.    The  School  Department  has  failed  to 
implement  many  of  our  recommendations  as  well  as  its  own  internal 
recommendations . 

The  Commission's  current  update  found  that  many  of  the  same  problems 
identified  two  years  ago  still  plague  the  department.   While  students  shoveled 
snow  from  sidewalks  and  swept  rooms  at  the  Barnes  Middle  School,  the  custodians 
were  inside  cooking  breakfast.   Custodians  at  both  Jamaica  Plain  High  and 
Charlestown  High  still  come  and  go  as  they  please  despite  being  signed  in  as 
having  worked  full  shifts.   At  the  same  time,  many  of  the  city's  schools  are 
well  kept.   We  found  the  conditions  quite  good  at  the  Mattahunt  School  and  the 
Garfield  School.   However,  there  is  still  a  lack  of  consistency  across  the  city 
in  terms  of  the  cleanliness  of  school  buildings.   Too  many  headmasters  and 
principals  preface  their  comments  regarding  custodial  services  with  the  words, 
"comparatively  speaking."   Children  in  schools  that  are  not  being  kept  clean  are 
being  shortchanged. 

Similarly,  maintenance  needs  must  be  addressed  and  not  just  talked  about 
in  general  terms.   The  annual  budgetary  process  has  to  be  realistic  with 
maintenance  needs  and  costs  specifically  identified  therein.   The  generalities 
of  the  Boston  Education  Plan  are  not  helpful. 
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The  management  of  the  Department  of  Facilities  Management  is  still  a 
problem.   One  positive  change  is  that  a  new,  and  apparently  capable  director, 
has  been  hired.   Mr.  William  McAfee  is  from  outside  the  school  system  with  a 
strong  background  in  facilities  management.   However,  he  needs  to  be  given  the 
opportunity  to  do  the  job.   The  Commission  had  previously  recommended  that  the 
Facilities  Director  report  to  the  Superintendent  and  not  to  a  Deputy 
Superintendent.   We  made  that  recommendation  based  on  the  fact  that  the  system 
failed  miserably  with  the  previous  director  not  having  access  to  the 
Superintendent. 

Mr.  McAfee  has  recently  submitted  a  plan  to  reorganize  his  department. 
It  should  be  readily  approved.   He  has  the  ability  to  improve  both  the  delivery 
of  custodial  services  and  the  level  of  maintenance  provided  in  the  City's 
schools.   He  must  be  given  the  necessary  support  to  succeed  in  each  area. 

The  Finance  Commission  remains  convinced  that  schools  can  be  cleaner  and 
maintenance  can  improve  if  people  would  do  their  jobs.   Better  management 
remains  a  key  ingredient.   We  also  understand  that  more  maintenance  funds  are 
needed,  but  simply  throwing  money  at  the  problem  is  not  the  answer.   It  was 
unconscionable  to  the  Finance  Commission  that  despite  documented  levels  of 
non-performance,  the  custodians  union  was  granted  substantial  pay  increases. 
The  Commission  would  like  to  see  some  accountability  built  into  the  process  and. 
that  has  not  been  the  case  to  date. 
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Appendix  A 

The  Finance  Commission  visited  12  schools  to  view  the  general  conditions 
regarding  both  the  level  of  cleanliness  and  maintenance  needs.   A  summary  of 
those  observations  follows. 

Washington  Irving  School  -  The  building  needs  better  custodial  care  and 
maintenance.   A  new  roof  is  being  installed  as  part  of  the  Unified  Facilities 
Plan  and  is  being  funded  through  the  city's  capital  plan.   Several  rooms, 
particularly  the  auditorium  and  rooms  on  the  third  floor  have  roof  leaks.   The 
school  is  in  need  of  brightening  up.   The  walls  need  to  be  painted.   The 
classrooms  are  not  kept  clean.   Many  chalkboards  were  dirty  and  hadn't  been 
cleaned  for  weeks.   Trash  containers  were  not  emptied'.   The  shades  were  old  and 
in  a  state  of  disrepair.   Some  of  the  stairways  were  dirty.   Graffitti  was  a 
problem,  especially  in  the  girls'  bathroom. 

The  building  is  old  and  has  a  worn  look  about  it.   Despite  its  age, 
however,  it  is  a  sound  building.   It  needs  a  good  cleaning.   It  could  also  stand 
to  have  new  lockers  for  the  students,  many  new  desks,  and  things  like  mats  at 
entrances  to  keep  some  of  the  dirt  out  of  the  buildings.   None  of  the  clocks  are 
operable,  a  situation  that  has  existed  for  over  ten  years. 

As  an  example  of  how  slack  maintenance  can  be,  last  summer  the  nurses' 
room  ceiling  was  repainted.   The  painters  painted  over  wads  of  paper  which  were 
stuck  on  the  ceiling  instead  of  removing  them  first.   Protective  tape  and  paper 
on  light  fixtures,  put  up  presumably  to  prevent  paint  from  spattering,  had  yet 
to  be  removed. 
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Garfield  School  -  The  Garfield  is  an  elementary  school  which  has  one 
custodian  assigned  to  it.   The  building  is  in  good  condition  and  the  level  of 
cleanliness  was  acceptable.   The  classrooms  were  clean  as  were  the  corridors. 
There  was  a  good  working  relationship  between  the  principal  and  the  custodian. 
There  was  a  problem  with  graffitti  on  entrance  doors  and  on  the  rear  of  the 
building.   There  is  a  roof  leak,  some  tile  needed  replacement  on  the  old  side  of 
the  building  and  there  were  lights  out  in  the  library. 

The  Garfield  School  is  large  for  a  one  man  building.   It  has  thirteen 
doors,  grounds  to  the  front  and  one  side.   The  sidewalk  area  for  snow  removal  is 
very  long.   The  custodian  did  a  good  job  in  this  building. 

Madison  Park  -  Madison  Park  is  a  large  facility.   It  has  the  biggest 
custodial  workforce  with  14  custodians  covering  three  shifts.   The  building  was 
not  spotless  but  was  generally  clean,  especially  in  the  corridor  and  common 
areas.   Some  classrooms  needed  more  attention.   There  was  also  a  maintenance 
problem.   There  were  missing  and  broken  window  panes.   The  security  alarm  system 
for  the  school  was  not  operable.   The  building  is  heavily  used  with  both  day  _^ and 
evening  classes  and  community  school  activity. 

The  building  has  benefitted  from  some  special  attention  from  the 
Department  of  Facilities  Management.   One  of  the  area  managers  devoted  a 
considerable  amount  of  time  to  this  school  in  an  effort  to  improve  the  delivery 
of  custodial  services.   The  headmaster  also  was  very  conscious  of  the  custodial 
functions.   As  a  result,  conditions  are  better  than  has  been  the  case  in  the 
past . 

Barnes  Middle  School  -  This  building  was  a  disgrace  when  first  visited 
by  the  Commission.   When  we  arrived  to  view  the  building,  accompanied  by 
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Mr.  McAfee,  there  were  three  middle  school  students  outside  shoveling  snow  from 
the  sidewalks  (it  had  snowed  the  previous  evening).   The  students  were  missing 
class  time.   The  two  day  custodians  were  found  inside  the  building  in  the 
custodians  room  cooking  their  breakfast. 

The  building  was  dirty.   Floors  had  not  been  swept  for  days  and  most 
classrooms  had  also  not  been  cleaned  for  days.   We  found  one  sixth  grade  boy 
cleaning  a  classroom  on  the  first  floor.   We  asked  him  why  he  was  cleaning  the 
room  and  learned  that  his  teacher  had  established  a  regular  cleaning  schedule 
with  students  assigned  to  clean  the  room  because  the  custodians  didn't  clean  it. 
This  particular  boy  was  filling  in  for  another  student  who,  the  boy  explained, 
always  took  the  day  off  when  it  was  his  turn  to  clean  the  room.   The  6th  grader 
was  also  missing  out  on  class  time  while  doing  the  custodians  job. 

Wastebaskets  were  full,  the  changing  area  in  the  gym  was  a  mess. 
Directly  in  front  of  the  main  entrance  to  the  school  was  an  abandoned  car,  tires 
flat  and  windows  broken  out.   The  principal  was  asked  about  it  and  explained 
that  it  had  been  there  for  awhile.   He  was  asked  why  he  didn't  have  it  removed 
and  he  said  that  he  had  mentioned  the  problem  to  a  teacher  who  had  a  brother  on 
the  Police  Department.   The  FinCom  staff  contacted  the  Transportation  Department 
and  had  the  car  towed.   The  entrance  way  to  the  school  was  dark,  three  of  six 
lights  were  not  working.   The  restrooms  were  not  clean  despite  the  fact  that 
only  two  were  kept  open,  one  for  the  girls  and  one  for  boys.   The  environment  in 
this  building  was  poor.   It  was  the  worst  maintained  school  visited  by  the 
Commission. 

A  second  visit  to  the  school  in  early  June  showed  considerable 
improvement.   The  entranceway  was  clean  and  all  the  lights  were  operable.   The 
hallways  and  stairwells  were  cleaner  as  were  the  classrooms.   The  cafeteria  was 
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cleaner  as  were  the  restrooms,  although,  as  before,  only  two  were  open  in  the 
entire  building. 

Condon  School  -  The  building  was  generally  dirty  and  the  principal  was 
displeased  with  conditions  and  the  performance  of  some  of  the  custodians.   He 
explained  that  he  had  repeatedly  complained  to  the  area  manager  about  it  as  well 
as  anyone  who  would  listen.   The  entryway  was  dirty,  the  floors  were  not  swept. 
There  was  a  table  in  the  rear  side  of  the  foyer  that  had  1/4  inch  of  dust  on 
it. 

We  visited  this  school  with  Mr.  McAfee  and  the  day  senior  custodian  was 
out  sick  the  day  of  our  visit.   The  boiler  room  was  dirty  and  had  a  foul  smell 
due  to  rubbish  being  stored  there  prior  to  being  thrown  into  an  incinerator. 
The  school  had  been  using  this  incinerator  for  years.   Mr.  McAfee  ordered  that 
it  shut  down  and  a  dumpster  be  used  to  rid  the  school  of  trash  and  garbage. 

The  restrooms  had  not  been  cleaned.   The  building  had  no  heat  that 
morning  and  a  school  department  HVAC  person  had  to  go  to  the  school.   The 
problem  had  been  created  by  dirty  filters.   Although  the  custodians  are  to  clean 
those  filters  weekly,  they  had  not  been  cleaned  for  probably  six  months. 
McAfee  directed  the  area  manager  to  get  out  to  the  school,  set  up  a  cleaning 
schedule  and  make  sure  it  was  implemented. 

A  second  visit  to  the  Condon  School  showed  no  improvement .   Despite  the 
fact  that  the  area  manager  had  been  to  the  building  repeatedly,  the  building  was 
not  clean  and  the  principal  was  still  unhappy  with  the  delivery  of  custodial 
service.   The  entrance  to  the  school  was  still  not  clean.   The  stairway  and 
corridors  were  not  clean.   The  library  was  in  need  of  some  maintenance  work. 
The  restrooms  were  not  clean.   There  appears  to  be  a  problem  in  this  school  with 
several  custodians  who  are  unwilling  to  do  a  good  job  and  the  results  are  that 
the  building  is  not  clean.   The  teachers  have  encountered  problems  with 
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one  custodian  in  particular. 

The  incinerator  has  been  closed  and  a  dumpster  occupies  space  outside 
the  building.   The  Condon  School  is  a  good  facility  that  should  be  in  better 
shape.   Because  it  is  an  elementary  school,  its  cleaning  needs  are  reduced  but 
the  building  is  not  in  a  satisfactory  condition. 

Jamaica  Plain  High  School  -  The  school  is  an  anomaly  in  that  it  is 
cleaner  than  we  would  have  expected  knowing  that  the  second  shift  is  less  than 
attentive  to  its  custodial  duties  (see  appendix  B).   The  level  of  cleanliness 
was  acceptable  but  not  good.   Common  areas  were  swept  but  not  cleaned. 
Similarly  stairways  and  restrooms  were  swept  but  not  cleaned.   A  recent  visit  to 
the  school  by  Mr.  McAfee  at  the  request  of  the  principal  may  resolve  the 
cleaning  problems  which  are  related  to  the  fact  that  there  is  a  custodial 
attendance  problem  at  this  school,  at  least  on  the  second  shift. 

Brighton  High  School  -  Brighton  High  School  is  one  of  the  two  schools 
which  Mr.  McAfee  is  using  as  a  pilot  school  building.   He  has  introduced 
cleaning  standards  at  the  school.   The  standards  establish  the  level  of 
cleanliness  that  he  expects  to  be  maintained  in  the  building.   Mr.  McAfee 
introduced  a  third  shift  in  order  to  effect  a  cleaning  schedule  in  areas  that 
are  in  use  during  the  regular  school  day  and  in  the  evening. 

Two  visits  to  the  school  indicated  that  the  cleaning  efforts  were 
effective.   On  the  second  visit  the  school  was  cleaner  and  brighter  than  the 
first.   The  difference  was  subtle  but  noticeable.   The  entire  floor  was  clean  in 
that  even  the  edges  had  received  more  attention.   Similarly  the  stairways  and 
restrooms  had  been  improved  upon.   The  effort  to  introduce  cleaning  standards 
appears  to  have  been  a  success  at  Brighton  High.   The  difference  is  that  the 
grit  and  grime  that  collects  in  corners,  restrooms  etc.  was  removed.   The 
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custodians  need   better  equipment,  which  when  provided  should  produce  better 
results . 

Mattahunt  School  -  The  Mattahunt  was  the  cleanest  school  we  visited.   It 
is  an  elementary  school  and  we  found  it  to  be  well  maintained.   The  corridors 
and  classrooms  were  clean  as  were  the  restrooms.   The  principal  paid  attention 
to  the  cleaning  needs  of  the  school  on  a  regular  basis.   The  custodians,  with 
one  exception,  did  a  good  job.   That  one  exception  was  the  custodian  responsible 
for  cleaning  the  third  floor.   It  was  not  being  maintained  in  the  same  fashion 
as  the  rest  of  the  school. 

The  community  school  side  of  the  building  was  not  as  clean  as  the  rest 
of  the  school.   It  is  in  use  in  the  evening  and  is  also  used  by  students 
arriving  at  school  in  the  morning  so  that  it  does  collect  a  lot  of  dirt. 
The  gym  needed  some  minor  work,  baskets  were  missing  on  two  backboards  and  the 
gym  needed  a  good  cleaning.   They  also  present  a  cleaning  problem  in  that  they 
are  in  use  both  day  and  night.   The  Mattahunt  should  provide  no  such  problem. 
Day  classes  start  late  here  providing  the  custodians  a  better  opportunity  to 
clean  the  building. 

The  maintenance  needs  here  were  minor.  Carpeting  was  needed  in  places 
and  the  exterior  of  the  building  required  attention,  but  generally  this  school 
is  in  good  condition. 

Charlestown  High  School  -  This  is  another  building  that  is  cleaner  than 
one  would  expect  due  to  the  less  than  full  work  schedule  performed  by  the  night 
crews  (see  appendix  B).   The  building  is  generally  free  of  dirt  and  debris  but 
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is  not  maintained  to  the  standards  being  applied  by  Mr.  McAfee.   It  is  another 
building  with  community  school  activities  and  there  is  an  obvious  difference  in 
the  level  of  cleanliness  when  one  crosses  the  street  to  the  community  school 
side.   However,  the  corridors  were  swept,  cafeteria  was  clean  and  most  of  the 
classrooms  were  in  acceptable  condition.   The  restrooms  needed  a  thorough 
cleaning.   The  community  school  side,  while  in  better  condition  than  it  was 
during  our  previous  investigation,  was  not  clean. 

West  Roxbury  High  -   Corridors,  classrooms  and  restrooms  were  free  of 
noticeable  debris  but  in  need  of  a  good  cleaning.   The  school  was  undergoing 
some  exterior  renovation  work  during  our  visit.   The  building  is  a  good 
candidate  for  having  cleaning  standards  introduced,  especially  the  corridors  and 
stairwells  which  were  not  well  cleaned. 

The  two  most  noticeable  problems  at  West  Roxbury  High  are  the  lack  of 
exterior  maintenance  and  the  dirty  stairwells.   The  outside  fields  are  in 
deplorable  condition.   The  baseball  and  football  fields  are  not  in  use  and  the 
grass  is  knee  deep  in  places.   The  fields  are  extensive  and   thus  should  be 
maintained  by  a  roving  crew  as  opposed  to  being  maintained  by  the  existing 
staff.   The  location  of  the  school  has  also  led  to  problems  as  it  is  common  on 
weekend  evenings  for  the  area  to  be  used  as  a  hangout  for  kids.   As  a  result  . 
vandalism  has  been  a  problem  outside  the  building. 

The  building  is  about  eleven  years  old  and  in  need  of  some  routine 
maintanance.   Painting  and  carpeting  are  needed  in  many  areas  as  the  wear  and 
tear  has  caught  up  with  the  school.   There  is  very  little  evidence  of  interior 
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vandalism  and  little  graffitti,  generally  a  sign  that  the  staff  is  attempting  to 
stress  the  importance  of  a  clean  environment. 

The  school  could  be  much  cleaner.   There  is  a  shortage  of  custodians  in 
the  building  which  may  account  for  some  of  the  problems.   The  custodian  crew, 
since  March,  has  worked  in  three  shifts  and  the  results  have  been  poor. 

Tobin  School  -  The  Tobin  School  is  the  second  of  two  schools  that 
Mr.  McAfee  has  designated  as  pilot  schools.   The  level  of  cleanliness  at  the 
school  has  improved  and  the  building  is  cleaner  as  a  result.   Standards  have 
been  established  at  the  Tobin  School  and  the  custodians  have  been  implementing 
them.   Mr.  McAfee  has  paid  considerable  attention  to  the  school  visiting  it 
himself  regularly  'as  has  the  area  manager.   It  is  an  example,  however,  of  what 
can  be  expected  when  standards  are  set  and  when  the  level  of  supervision  is 
sufficient  to  insure  that  the  job  is  being  done, 

Blackstone  -  The  Blackstone  School  is  passable  but  not  clean  by  any 
reasonable  set  of  standards.   The  building  is  like  many  others  in  that  common 
areas  are  swept  and  free  of  noticeable  debris  but  not  clean.   There  is  grit  and 
grime  in  corridor  areas,  bathrooms  and  stairways.   The  school  is  also  used  as  a 
community  school  and  that  has  been  a  longstanding  cleaning  issue  at  the 
Blackstone.   The  school  has  benefitted  from  the  completion  of  some  minor 
maintenance  work.   The  principal  is  continually  requesting  through  the  Form  20 
system  that  minor  repairs  be  made  and  he  has  had  success  in  getting  things  done 
in  that  fashion.   The  custodial  services  need  to  be  improved.   The  standards 
that  Mr.  McAfee  is  putting  in  place  in  other  schools  are  not  met  at  this 
building. 
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APPENDIX  B 

The  Finance  Commission  observed  the  comings  and  goings  of  custodians  at 
two  schools  as  part  of  this  report,  Jamaica  Plain  High  School  and  Charlestown 
High  School.   Both  of  those  schools  were  observed  as  part  of  our  previous 
inquiry  and  both  had  custodial  crews  that  spent  less  than  full  time  in  the 
school  buildings. 

At  both  schools,  the  evening  shift  was  observed.   Following  our 
observations  the  Commission's  staff  reviewed  the  daily  attendance  sheets  to 
determine  the  time  that  custodians  had  signed  in  as  having  worked.   The  sign-in 
sheets  in  both  schools  remain  meaningless.   All  the  custodians  were  signed  in  as 
having  worked  from  2:30  p.m.  to  11:00  p.m.   Those  are  not  the  hours  that  the 
custodians  were  in  the  building. 

Charlestown  High 

Two  years  ago  the  Commission  made  the  following  observations  at 
Charlestown  High  School: 

Charlestown  High  was  observed  on  eight  separate  occasions,  mostly  the 
night  shift.   There  are  five  custodians  on  the  night  shift  working  a  2:30-11 
schedule.   The  crew  is  generally  late  showing  up  and  does  very  little  during  the 
afternoon  and  early  evening.   They  spend  time  on  personal  errands  and 
socializing  in  the  custodian's  room.   On  several  occasions  the  custodians  were 
observed  working  on  their  own  personal  vehicles.   The  night  shift  always  left 
early  on  a  somewhat  staggered  basis. 
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This    spring    the    Commission    had    CharlesCown   High    observed    on    two    evenings 
and    found    that    things    have    changed    very    little.      The   major    difference   was    that 
the    custodians    did    arrive    at    the    school    fairly    close    to    their    starting    time. 
They    also    had    one    custodian    stay    until    11:00,    however,    their    evening    routine    was 
much    the    same    as    before,    coming    and    going    from    the    building. 

One    custodian    arrived    for   work    on   April    5,     1988    at    2:50   p.m.      He    left 
the    building    at    4:20    and    returned    at    6:10    p.m.      He    was    out    again    from   7:20    until 
8:30   p.m.    when    he    returned    briefly   with    a    co-worker.      He    then    left    again 
returning    at    9:15    p.m.    and    left    for    the    night    at    10:15    p.m.       One    co-worker 
arrived    for    work    just    prior    to    2:30    p.m.       He    did    a    few   brief    errands    during    the 
late    afternoon    and    then    left    the    building    at    7:20    p.m.       He    returned    at    9:15    and 
was    gone    for    the    day    at    10:15    p.m.      On   Aptil    7th    this    same   man    again    arrived    for 
work   just    before    2:30   p.m.      He    left    the    building    at    5:40   p.m.    not    returning 
until    7:50   p.m.,    and    then   only   briefly.      He   was    gone    again    from  8:05   p.m.    until 
9:20   p.m.    and    then    left    for    the    day    at    10:30   p.m. 

A   third   custodian  who    spent    some    time    on  April   5th    doing   personal 
errands    arrived    for   work   on    the    7th    at    2:25   p.m.      He    then    left    the   building    at 
6:10   p.m.    and    came   back   two   hours    later    at    8:10   p.m.      He    ended    his    day    at    10:30 
p.m.      A   fourth   man   who    also    spent    much    of   the    early    evening   of   April   5th    coming 
and    going   arrived    for   work   on    the   7th    at    2:20  p.m.    and    left    at    3:05   p.m.      He 
returned    at    6:35   p.m.      He   was    observed    in    the    area    of    the    custodians    room   on    and 
off    for    the   next    couple   of   hours    and    left    for    the   night    at    10:30  p.m. 

The    time    and    attendance    records    for    all    these    employees    indicated    that 
they   were    in    from  2:30   p.m.    until    11:00   p.m.    on   both   days. 
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Jamaica  Plain  High 

The  work  habits  of  the  custodians  at  Jamaica  Plain  High  were  also 
similiar  to  two  years  ago.   The  custodians  come  and  go  regularly  and  spend  a  lot 
of  time  outside  of  the  building  despite  the  fact  that  they  sign  in  as  being 
present  from  2:30  p.m.   until  11:00  p.m. 

The  evening  crew  routinely  left  the  building  for  periods  of  time  of  up 
to  three  hours  every  evening  that  was  observed.   Most  of  the  crew  arrived  at 
work  on  time  but  on  every  day  of  the  8  days  observed  by  the  Commission  the  night 
staff  spent  substantially  less  than  a  full  shift.   In  addition,  one  custodian 
was  recorded  as  being  sick  on  three  of  the  days  observed  by  the  Commission  vrtien 
in  fact  he  was  working  at  another  job. 

On  the  evening  of  April  8,  1988  the  area  manager  visited  the  building. 
The  evening  was  similar  to  other  nights  as  the  custodians  were  in  and  out  with 
regularity.   However,  by  9:15  p.m.  they  were  all  back  at  the  building  and  the 
area  manager  arrived.   He  was  in  the  building  until  10:00  p.m.   Immediately 
after  he  left  the  custodians  looked  out  the  door  and  three  of  them  left  for  the 
night . 

Although  the  Commission  did  not  spend  as  much  time  as  it  had  previously 
observing  the  comings  and  goings  of  the  custodians,  there  appears  to  be  a 
continuing  problem.   Time  and  attendance  procedures  are  not  improved  and  the 
custodians  are  not  putting  in  a  full  day. 


-23- 


